Introduction 1
Part One: Yet leaders don't just magically succeed. They need to combine certain foundational elements with the passion and discipline of continuous improvement. Yes, they need the building block skills, but they also need to keep learning, growing, and developing. That's the formula for success, and in this book, Steve Arneson provides a fascinating roadmap for leadership self-development, one that leaders at all levels can follow to improve their per for mance.
But what is it that leaders need to develop? In our work, we have synthesized and integrated the content of what effective leaders must know and do. We have identified five basic rules leaders must follow:
Rule 1: Shape the Future. Leaders who shape the future answer the question, "Where are we going?" And they make sure that those around them understand the direction as well. Strategists figure out where the or ga ni za tion needs to go to succeed, test their ideas pragmatically against current resources (money, people, or gan i za tion al capabilities), and work with others to figure out how to get to the desired future. Effective leaders inspire loyalty and goodwill in others because they act with integrity and trust. Decisive and impassioned, they are capable of bold and courageous moves. Confident in their ability to deal with situations, they can tolerate ambiguity. Through our work, we have determined that all leaders must excel in Personal Proficiency. Without the foundation of trust and credibility, leaders cannot ask others to follow them.
The Pro cess of Becoming an Effective Leader
If these five rules are the content of what leaders must know and do, what Steve Arneson does in this outstanding book is to lay out the pro cess of becoming an effective leader. There is a knowing-doing gap that sometimes keeps leaders from fulfilling their aspirations. Turning what we know about effective leadership into what leaders really do requires insight into how to make things happen and the discipline to actually do it. That's the wonderful thing about this book; it shows you how to make positive changes in your leadership style and behaviors.
This book offers fifty practical and realistic insights into the pro cess of becoming a more effective leader. The insights are byte-size, digestible, and doable. They give any leader who aspires to be better a concrete place to start in making personal improvements. Let me offer some tips for using the insights in this book to help you become a better leader.
1. Have a mindset and commitment to learning. Leaders at all levels need to improve. One of the key predictors of any leader is the ability to learn. Learning means that the past informs the present, that the present is not constrained by the past, and that the future may differ from the present. Leaders as learners reflect, ask questions, experiment, and improve. They constantly ask questions such as: a.
What worked and what did not work in the recent leadership episode? b. What did I do and how was it received by those I was leading? c. How can I be better?
Read this book with a mindset and commitment to learn. Each chapter is an action item you might use to enhance your leadership capability. 2. Do an honest assessment of strengths and weaknesses. The assessment in the beginning of the book provides a lens to determine where you are strong and weak as a leader. We build on our strengths, but we have to neutralize our weaknesses. And, we have to build on our strengths that strengthen others. This book does not need to be read in a linear way. After taking the test, jump to a chapter that focuses on your strength. Ask yourself, "How can I use this strength to strengthen someone else?" Or, jump to a chapter that addresses a weakness and ask, "How can I improve on this weakness?" 3. Start with small successes. Someone made the statement, "By the inch it's a cinch, by the yard it's hard." Trite, but true. Improving leadership does not come by leaps and bounds, grand epiphanies that transform the world, but by small and cumulative actions that build leadership a brick at a time. This book is probably best used (not just read) by reading a chapter and implementing its techniques. See how the ideas work in your daily routine. See how others respond to you when you do the things Steve suggests. Then, repeat the procedure for the next chapter. 4. See yourself through the eyes of others. Leaders matter, but leadership matters more. Leaders are individuals who set visions, execute for results, and or ga nize resources. Leadership exists when leaders develop the next generation. Like good parenting, leaders have to nurture and invest in others. As a leader, help those you are working with so that they can someday replace and surpass you. Use this book to identify some of the areas where they can improve so that they have opportunities and successes beyond even yours.
Steve is a leadership coach. By using this book, you can feel that he's beside you or inside your head offering you wise and timely counsel on how you can improve yourself. Being an effective leader sometimes requires third-party coaching where your coach observes and encourages you. But sometimes you are your own best coach. When you self-coach you become aware of what you can and should do to help your or ga ni za tion reach its goals through people and pro cesses. This book offers a marvelous blueprint for self-coaching. The specific tools and tips can be quickly assimilated and eventually acted on so that you can become a better leader. These rules of leadership coupled with the pro cess for learning and mastering the rules will help you move forward with more insight and confidence.
Dave Ulrich Alpine, Utah November 2009 Introduction congratulations on the decision to develop yourself into a more effective leader! You are about to embark on an exciting journey, one that will reward you with more knowledge, improved skills, and enhanced maturity as a leader. By picking up this book, you've decided to take charge of your own leadership development and, in the pro cess, create your own personalized learning agenda. Given today's economic climate and pace of change, you can't wait for the or ga ni za tion to bring leadership training to you; you have to be willing to work on your own game. You can't rely solely on your boss for coaching and mentoring; you need to take charge of your own growth as a leader. And you certainly can't take just one class a year and consider that your development plan. No, you need a broader, deeper learning strategy and a customized plan of action. In short, you need to pull yourself up by your own bootstraps. And you need to do it now.
If You're Not Moving Forward, You're Moving Backward
We are living in extraordinary times. The world is becoming more complicated every day, and we are becoming increasingly reliant on one key ingredient, at all levels of business and society, to help us make sense of the complexities. That critical factor is leadership. Whether it's the relentless march of technology, global competitiveness, sustainability, or innovation, strong leadership has never been in greater demand. But you know this, because you're living it. You're on the front lines-connecting with customers, reducing costs, creating green strategies, and motivating and inspiring your employees. If you're a leader (at any level) in an or ga ni za tion today-whether a large or small company, a professional ser vices firm, a school, or a nonprofit or government agency-you must continue to learn and grow or you won't keep up. No matter where you are, if you don't take charge of your development, who will? Make no mistake: It's competitive out there, and one of the ways to stay ahead of the competition is to constantly develop your skills. Think of it this way: How would you like to come to work tomorrow with the same skills you had ten years ago? Most of us wouldn't last a day! As you're well aware, right behind you are plenty of bright, aggressive managers who would love to move up and take your place. If you're not willing to evolve as a leader, they certainly are. So what's it going to be?
The fact is, if you manage people or have a leadership role in your or ga ni za tion, you have to constantly add new capabilities to your toolkit. This isn't about maintaining the status quo anymore-things have changed. This is about you staying ahead of the curve and developing your leadership skills so you'll be ready for challenges that you haven't even dreamed of yet. This is about taking control of your own development and establishing your own leadership brand-one that says: "I care about becoming a better leader."
What's Your Legacy?
Why lead at all? What's so remarkable about being a leader? There are many ways to contribute in this world that have nothing to do with leading people. While that's true, there's something magical about being the driving force that helps a group of people accomplish something extraordinary. My philosophy on leadership is that it's all about the people, not the task. Yes, you're trying to get stuff done; that's why the team or or ga ni za tion exists. But leaders don't lead buildings or computer systems or bud gets; they lead people. For me, leadership is about helping others to be the best they can be.
In my coaching practice, I often pose this question to se nior executives: "What do you want your legacy to be?" It's a pop u lar question, yet many leaders struggle to answer it. Generally, if they have a response, it's something along the lines of, "Someone who got things done and took care of his people along the way." OK, that's a pretty good answer. But unless you've invented something pretty amazing or orchestrated a big merger, no one's going to remember your specific results; what they will remember is what it felt like to work with you. Don't believe me? What were you working on five years ago this month? How about two years ago? Does that brilliant spreadsheet or PowerPoint pre sen ta tion jump right to mind? How about this one: Who was your boss two years ago? Who was on your team two years ago? Easier to remember, yes? The fact is, most people will remember your leadership in visceral terms (what it felt like to work for you) rather than a list of your specific accomplishments.
Here's an illustration of what I mean. When I facilitate leadership development programs, I ask the participants to go through a "best boss/worst boss" exercise. I put the participants in small groups and ask them to share stories about the best boss they have ever had and how these leaders made them feel. Their answers are almost all about personal connections; how the boss challenged, coached, empowered, and enabled them to succeed. You can feel the positive energy in the room as people share stories of bosses who helped them grow and develop. The mood shifts, though, when they share stories of the worst boss they ever had; meta phor ical ly, it's like a shadow has been cast over the room. I've heard some really depressing bad boss stories, and they mainly have to do with people being ignored, humiliated, or mistreated by their boss. The common denominator is clear: "They didn't care about me as a person."
How do you want to be remembered by your direct reports? As one of their best bosses ever, or as the bad punch line in a "worst boss I ever had" story? It's up to you. Are you establishing a compelling vision and creating a winning strategy? Are you setting a high bar for excellence? Are you challenging your people to grow and develop? Are you delegating effectively, so you can spend your time leading as opposed to doing? Are you stretching your leadership across the or ga ni za tion? If the answer is "not as well as I could be," then read this book. It will help point you in the right direction.
Improve Something Every Day
It is possible to get a little better each day as a leader. If you're willing to put in the time, you really can learn, practice, and apply new skills (or polish established ones) on a consistent basis. Your evolution as a leader never ends; you can always gain more wisdom, patience and maturity. You can always become a better listener or a more effective coach. And the more you grow, the more confidence you'll gain as a leader. As you gain confidence, you'll be willing to keep improving, and that will make you a more effective leader. Growth, confidence, effectiveness-now that's a winning formula that you can get excited about! You can do this; you can take your leadership to a higher level and, in the pro cess, grow and develop your team, too. Start by taking the following self-assessment, and start putting together your own customized leadership development plan! Bootstrap Leadership:
Self-Assessment
Bootstrap Leadership includes fifty ideas, tools, and techniques for developing your leadership skills. Because every leader has different strengths and opportunities, this self-assessment is designed to help you identify which chapters of the book target your par ticu lar development needs.
Circle the rating that best describes your response to each item, and consult the scoring guide for recommended sections and chapters that can help you break out, take charge, and move up. This section of the book helps you find the answers to these questions. Start by inviting others to give you feedback and by reflecting on your own leadership brand (i.e., how others perceive you as a leader). If you want to break out and take charge of your own leadership development, this is the place to start. Take a deep breath, keep an open mind, and start pulling yourself up by your own bootstraps!
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Where Have You Been?
Document Your Leadership Journey
"if you don't know where you're going, any road will take you there." I love this quote, not only because it's supposed to get you moving if you're stuck, but also because it screams, "Get or ganized, and have a plan!" This is great advice whether you're planning a trip or your own leadership development. Any significant journey worth taking is worth planning. Let's pretend you're taking a six-month sabbatical to climb Mount Everest. You wouldn't dream of tackling this adventure without a lot of planning, right? You also wouldn't plan this trip without looking back at what you've learned from other high-peak ascents, both successful and unsuccessful. You're going to need every bit of that experience to make this climb, so you better take stock of your lessons learned. The fact is that looking back can help you see the next adventure more clearly.
The same is true when it comes to planning the next step in your journey of leadership self-discovery. One of the first things you should do is reflect on where you've been as a leader. Are you doing this on a regular basis? Are you reflecting on your lessons learned? You should be; the leader who doesn't learn from his or her mistakes is doomed to repeat them. What were the critical moments that shaped you as a manager? How did you react? What did you do well, and what could you have done better? How did others respond to you? When did you start to feel like a true leader? Most important, what did you learn from these moments?
Leadership is definitely a personal experience; the lessons you learn may be common ones, but the specifics of each situation make your leadership story unique. All of us can remember critical incidents that shaped us as leaders-times when we learned from a mistake or stepped up in a big way. Maybe it was standing up to a boss when you knew you were right. Maybe it was failing to pull the trigger on a bad hire or supporting an employee who turned out to be a star. Or maybe it was really listening to feedback and recognizing that you needed to change your leadership style.
Some lessons involve other people and can reveal patterns, such as failing to leverage peers or build relationships. Other lessons involve your own judgment-a fateful read of the strategy that leads to poor decisions or opportunities seized because you were willing to take a calculated risk. Your career is filled with times when you made the right call, did the right thing, or learned a difficult lesson. These are the touchstones of your life as a leader, the milestones along your leadership path. Your own leadership journey provides tremendous insight into how you should continue developing as a leader. In other words, where you've been can help clarify where you need to go. By reflecting on your lessons learned, you can build a development plan that optimizes your remaining growth areas.
Write Your Own Leadership Journey
There is an easy way to document your lessons and build your leadership story. Start with your first leadership role, when you first began to manage people. Write down the company, your job title, and the time frame you were in the role. Remember when you got your first direct report to manage? Were you excited about the opportunity? Maybe a little intimidated by the responsibility? You probably did several things right; but you might have made a few mistakes, too-first-time supervisors usually do. Think back to that job. What were the two or three most critical incidents that happened in that role, and what were the most profound learnings from those experiences? Write them down. Take the time to really think about the experience, but capture the essence of the lesson in a few simple words. Now, go on to your next role and repeat the pro cess. At the end of this exercise, you should have traced your entire career as a leader and recorded your critical incidents and lessons learned along the way (see Figure 1) .
Put your leadership story on a PowerPoint slide or practice telling it from memory. Share it with your boss, your peers, and your team. If you have a large or ga ni za tion, share it with your entire department in an all-hands meeting. Sharing your leadership journey allows you to model three powerful leadership tools at once: reflection, storytelling, and lifelong learning. Take your audience through your career, and tell the stories that have molded your leadership philosophy. Stories make your lessons come alive and cast you in a favorable light, as they generally involve you having learned from mistakes. Share your journey with pride-these are lessons that have had a profound impact on you, and sharing them candidly demonstrates that you're open to learning from the lessons that lie ahead.
In my career, I've helped dozens of leaders create and present their leadership journeys, and the pro cess has been beneficial every time. People love the framework because it helps them establish authenticity, which is critical for leaders. The pro cess is particularly effective with leaders who have a reputation for being "hard to read" because the personal journey tends to showcase them as regular people. Sometimes, the leaders I work with are reluctant to build a robust story; they think they're bragging about their background or, worse yet, aren't proud of some of their career
